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Digital Marketing Self-Assessment

Measuring Your Use of Digital Marketing Technology

° Self Assessment Process
° Analysis of Five Distinct Digital Marketing Aspects
° Team Alignment Exercise for Establishing Current State and Goals

° Building a Culture of Continuous Improvement
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Overview

Measurement is one of the most critical steps to success. What gets measured gets done.
Most companies have only a vague understanding of where they are with technology
performance. This assessment and the corresponding team alignment process will leave you
with a set of agreed upon scores for the state of your technology across a range of critical
areas. You will also set goals for each area. Together, the agreed upon scores and goals will
leave you with a gap analysis of how your strategy is performing at the moment, and how far
you are from reaching your ideal state. Going through this process each year (or as often as
you see fit) will show your progress and will also identify areas where you're not making
progress, or where progress is slower. This is one key insight leaders need to make good
decisions about focusing resources and budgets to see improvement. We want to help you get
in the habit of continuous improvement, and consistent measurement is an essential

component that helps make improvement more likely.

To provide a holistic view of your Digital Marketing strategy and performance, we've divided
our Self Assessment into five categories that follow our Digital Marketing Model. Here are the

five categories and descriptions of each:

1) Digital Marketing Fundamentals and Humalogy (DMFH)

//In this section you will score elements of your organization that are fundamental to making
holistic progress with Digital Marketing, it also introduces FPOV’s Digital Marketing Model by
evaluating your effectiveness with Humalogy//

Digital technology is altering how people engage one another; form, maintain, and grow
relationships; communicate, research needs, and make decisions. It is changing the face of

business and what your company must do in order to build upon your past success as well as
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remain relevant in the future. This section focuses on establishing a baseline with regards to
how well you are using available Digital Marketing technologies and strategies; identifying
areas for improvement and underlying adoption challenges you may have, and empowering

you with the ability to measure your progress with using these tools over time.

When connecting with prospects and customers we have a choice in how we deliver
information and allow them to reach out to us. We can do this with text, video, pictures, audio
and each one produces a different “feel.” We must learn to blend technology with people in the
most appropriate ways. We call this “Humalogy” because it signifies the perfect blending of
humans and technology. There are things that technology does better than people, and there
are other things that people do better than technology. We must be able to use technology to

have a more human connection with our constituents.

2) Content and Connection (CON)

//In this section you will score your performance as it relates to the content you are using to
connect with customers and then how you're using that connection to build closer
relationships with them.//

Content and connection are the two foundational concepts for marketing experiences today.
Content must deliver valuable information, and connection delivers an emotion. Content
delivers information about your brand, products, people, or performance. People are
inundated with content today so yours must be compelling and provide value to your
Constituent. Also, as an organization, you must use marketing to generate the emotion you
want from Constituents when you want it and translate this into how the person feels about

your brand.

FPOV | v ™ '
astery N
FuTURE PoINT o view | INESTitLITE infuﬂga;é‘;a;r;'lﬂ e




3) Inbound and Outreach (IOM)

//This section assesses your Inbound and Outreach Marketing capabilities holistically. There
are a number of processes you should have in place to stay ahead of your competitors with this
increasingly important set of Digital Marketing tools//

Inbound marketing creates the environment for prospects to find you (“findability”), then
establishes a powerful online presence so that people choose to take the next steps to engage

with you. Outreach Marketing is the ability to proactively find prospects using a
campaign-based strategy that pushes out incentives for people to connect based on their

desire to receive some real or perceived value.

4) Data and Customer Intelligence (DCI)

//This section will evaluate how strong your organization is in gathering and using data,
turning it into customer intelligence, and then using that to deepen your relationships//

Once you have a connection with a customer, or information on a prospect, you must have
tools and strategies for expanding and deepening the relationship. In the best-case scenario,
this is automated to some extent so you are not dependent on humans to do all of this work.

Whoever knows more about their Constituents will have the best chance to win in the market!

5) Digital Marketing Measurements and Analytics (DMMA)

//This section assesses how well you are utilizing Digital Marketing measurements tools//

What gets measured gets done, and also has the chance to be improved. Digital Marketing
provides a high degree of measurability and you must invest the time to maximize your ability
to test ideas, and then make incremental improvements based on the results you are able to

see. There is no reason to fly blind with marketing now.

Goals
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There are three main goals for this process. The first goal is to establish a current-state
ranking for each of the statements and categories. Secondly, every organization should
establish goals of where they would like for their scores to be based on their guideposts,
strategy, and budget. Knowing and agreeing on these two positions (current state and goals) is
an important part of making progress. When established, they will help your team identify
specific areas and projects to work on over the next year. Goals should be set for two years.
One-year goals identify the projects you NEED to accomplish over the next year, and two-year
goals are the objectives that you WANT to accomplish over the next two years. Each year these
needs and wants you're focusing on should be reevaluated. Finally, the third goal is creating
team agreement on the current-state scores and goals that result from this process. When
everyone is in agreement, it will help your culture prepare for the hard work and progress that

you are about to commit to.

Process Description

This scoring system has been designed to create an organized grading scale for looking at
Digital Marketing as a performance center within the organization. In order to make progress
as an organization, you must move beyond opinions and develop a common understanding of
“truth.” Once there is an agreed upon “truth” as to what current state really is, you can then
establish goals for making improvements. When you have a comprehensive and integrated
approach, Digital Marketing can become a machine that you can calibrate to drive a

predictable

stream of revenue. The act of completing the assessment, and then discussing the results as a

team will begin to build the collective “muscle” inside your organization.
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Here are our basic steps to the self assessment process:

1) Gather a Team

The size and composition of your team will depend on the size of your organization. This team
should be anywhere from three to ten people and it should be a good mix of managers and
employees, as well as a collection of the different roles that make up your Digital Marketing
team. For a small business that could mean the team includes the owner, the person handling
marketing, and an employee or two that are active in the business’ marketing efforts. For a

large organization this team could include the CMO, a VP from the marketing department, and

a mix of several employees and managers from across the marketing department or entire

organization.

Bring these people together and explain that they've been chose to study the organization’s
Digital Marketing performance and help improve it. Explain the process as listed in the steps
described in this section. Then set a firm deadline to complete their assessment by, explain

how to access it, and provide the date and time for their Team Alighment Meeting.

2) Individually Complete Assessments

Each team member will go through the Digital Marketing Self Assessment individually. It is
important that they score each statement honestly and independently. The entire list of
statements is included in the “Supporting Documents” section below. Have them record their
scores in a way that they can easily bring to discuss in the Team Alignment Meeting that

follows.

Assessment participants will score each of the statements on a scale of 1 - 6 based on where
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they believe the organization is compared to where it be should in terms of technology
strategy:

1 - Way Behind

2 - Somewhat Behind

3 - Average

4 - Somewhat Ahead

5 - Well Ahead

6 - Dominant
A score of “0” means that the assessment taker does not know, or the statement is not

applicable to their area of focus.

3) Team Alignment Meeting - Scores and Goals

Bring the team together that has just completed the assessment independently. The purpose

of this meeting is to agree on scores for each of the statements through discussion. It's

important that everyone has their scores and is ready to discuss their reasoning behind the
scoring. This is where you see the value of having a team comprised of diverse responsibilities
within the marketing effort; each of them has a different perspective on the scoring for each

statement. For example, consider the following statement:
“We have a defined set of social tools that we use and are well trained in leveraging them.”

This statement could receive a wide range of scores. Your employee managing social accounts
might give a high score here of a “5” because they know that the organization is using several
different social channels to reach their constituents, and they feel like they are using them

well. However, an operations manager might provide a much lower score of “2" just because of
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the word “defined” in that sentence. While they know that several channels are being used,
that operations manager also knows that there’s no defined list on file outlining which tools
are being used and why. Also, a representative from HR might provide a similarly low score of
a “3” because of the mention of training. In this example we'll say that HR is in charge of all
training for this imaginary organization. This HR team member knows that they provide no
training for the social tools being used. After all of these team members have a chance to
share the reasons for their scores, the team might agree on giving that statement a “3” or a
“4" for the organization. This is a CRITICAL piece to the process. Sharing these perspectives
not only helps the team formulate an appropriate score, but it also shares knowledge with the
entire team about the overall efforts needed from each area to perform the functions of your

Digital Marketing strategy properly.

Running this meeting efficiently is a common concern. There are several statements in the
assessment, and if conversations take too long the meeting can drag on for hours. Generally
teams require two to three hours to perform a good team alignment meeting. There are a few
things you can do to move the meeting along. The first thing is that the organizer of the
team should act as the moderator to move the discussion forward. Theyll read the
statements, ask for scores, and push the conversation to the next topic when it gets stuck.
They should keep a close eye on the time and pacing of the meeting. Secondly, teams may
decide to only discuss specific statements; these could be statements where there was a wider
range of scores (e.g., when two team members’ scores vary by more than two or three points),
or the team may choose to focus on average scores that fall below a specific threshold (e.g.,
the team discusses any team averaged score that is below a “3,” but skips discussion on the
higher scores or saves discussion on those higher-scored statements for the end if there is
time left over). Both of these have been effective methods for teams trying to get through the

meeting on a tight deadline. However, if you have the time to discuss every statement, we

Technology
Mastery info@fpov.com N,
Institute 405,359,390 < 4

POV




K3

encourage it. That added discussion will only help your team.

4) Goal Setting

This can be done at the Team Alignment Meeting, or in a separate meeting that follows. The

important piece is that the goals should be set by individuals who have control over the
organization’s overall strategy and budget. The goals should align with the organization’s

strategy and budget. It may be necessary to take some time after the team alignment
meeting to review the agreed upon scores and do some critical thinking about which areas

make the most sense to focus on over the next year, and that is fine.

When setting goals remember to set year-one goals that you NEED to accomplish in the next
year, and year-two goals that you WANT to accomplish. Each year, as you complete the
assessment again, these goals should be reevaluated to so that you can adjust your year-one

NEEDS and year-two WANTS. This rolling strategy is a great way to continually improve.

One important piece to remember is that the goal of this self assessment process is not to

achieve the score of a “6” for every statement. Sure, that would be great, but realistically not
every statement applies to or is a critical part of every organization’s strategy. The purpose of
this exercise is to agree on where your organization currently is, where your IDEAL state of
performance is. Too much effort on pieces that aren't critical can lead to wasted time and
investment. With that being said, imagine what your ideal state would be, and then set realistic

one-year and two-year goals that would lead you toward your ideal state.

5) Improvement Project Assignment

Once leaders have set the year-one and year-two goals. It's time to pick out the areas that you
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will focus on improving over the next twelve months. Pick some of the most important areas
covered as they pertain to your strategy, assign project owners to devise a strategy for
improvement, have them bring their proposals back to managers for approval, and then
assign the owners to implement the project to completion. It is important that each of these
projects has a specific owner (one individual) so they they will apply the necessary focus to
make sure the project gets done. Some of these projects may require a monetary investment,
other may just require a time investment (e.g., writing and filing processes that are missing
from your organization). Somewhere around ten improvement projects is a good number of
areas to focus on for the year, however this can fluctuate based on the size of the organization,
the effort that selected projects will take, or how far behind your Digital Marketing
performance is. If you finish projects earlier than expected, try incorporating other projects

into the year that help you reach your one-year and two-year goals.

6) Reassess
Once you get to the end of the year, it's time to evaluate the progress made, go through the
self assessment process again, reassess one-year and two-year goals, and then assign new

projects for the upcoming year.

Begin with evaluating the progress you made. Did you complete all of your projects for the
year; if not, why? For the projects that you completed, what improvement have they provided?
It's important to showcase the progress made and how it has helped your overall strategy.
Also, point out those team members that led the successful projects and reward them when
they've done well. Announce those rewards broadly, and make it clear to your team that you
are going to reward people who work hard to help the company make progress toward its

overall strategy.
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After evaluating and showcasing the progress that you've made, it's time to start the self
assessment process again. Begin with step one of this process; gather your team and begin
working through these steps again. You can use the same team or make changes to it, but the
important part is to go through each of these steps as an organization every year. This is the
path toward continual improvement. This process is not extremely difficult, but it does require

dedication, focus, and leadership.

Expected Outcomes

K3

overarching outcome produced by this process is cultivating a culture of continuous
improvement. This is done through measurement, goal setting, and incremental progress.
the first year is always the hardest; scoring is more difficult because you don't have a
comparison to look back at, setting goals can be tough because you may not have ever taken
on this kind of a challenge so are unsure as to how much you can really accomplish, and
completing projects isn't easy at first because it seems like “extra” work and your employees
may not have seen you express your appreciation for making progress toward the
organization’s goals and strategy. After making it through one year, the process becomes
much easier until eventually it becomes part of the fabric of your organization - where it is no
longer “extra” work, but simply the way that your organization operates. It takes a while to

get there, but it is possible for ANY organization to accomplish this.

One of the more basic outcomes is setting team agreement on where your organization
currently stands. Without that agreed upon score, everyone holds a different idea of where the

organization is, or how well it is doing. Agreed upon scores that are endorsed by leadership
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establish a current-state position for the entire organization. From there, you can begin to

improve. Without agreement improvement can be chaotic if improvement happens at all.

Effective goal setting is an important outcome to this process as well, and setting a two-year
rolling creates the culture of incremental improvement. Just as you improve in each of the
sections of this assessment, work to improve at setting goals. Gauge your organization’s
ability to handle projects as well as leadership’s ability to set effective goals that make good

progress toward your ideal state.

The term mastery is used in a lot of different contexts. In terms of this process, think about
your organization’s effort to be the absolute best it can be. An organization truly on the path
toward mastery is one that understands it will never actually reach the perfect-state, but it is
also an organization that never stops trying to reach that perfect state despite the
understanding that it will never get there. You can always be better. You can always improve.
Some of the first projects you pick will likely have a more profound impact than the project you
pick ten years from now, after you've completed the most needed or critical projects -- the
“low-hanging fruit,” if you will. The most critical project is instilling a culture that always gets

better. Facilitating that is the most critical outcome of the self assessment process.

Supporting Documents

Listed below are all of the statements of our Digital Marketing Self Assessment. Give this list
to your team members who are participating, and have them score the organization on the
following scale:

1 - Way Behind

2 - Somewhat Behind
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3 - Average

4 - Somewhat Ahead

5 - Well Ahead

6 - Dominant
A score of “0” means that the assessment taker does not know, or that the statement is not
applicable to their area of focus. The “0” should not be counted in calculating team average

scores.

1) Digital Marketing Fundamentals and Humalogy (DMFH)
DMFH 1: Leadership and Vision

1.) We have a defined set of Digital Marketing plans, practices and expectations that our
leadership regularly reviews to ensure we're making progress against our objectives.
2.) Our leaders walk the talk by learning to use new tools themselves, considering digital in
their strategic planning and backing digital efforts with funding.
3.) Our leadership recognizes our digital capabilities as being critical to the future success
of our company.
4.) We have people with the right Digital Marketing skills to help us take the lead with our
efforts.
5.) We have a written Digital Marketing strategy that establishes plans for at least a year
out, and is known throughout the organization.

DMFH 2: Culture and Team
6.) As an organization we embrace digital tools to extend our capabilities and expand our
market.
7.) We use a variety of digital tools to collaborate and communicate internally across our

organization.
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8.) Our teams apply new Digital Marketing concepts and tools rapidly and appropriately.

9.) Our Digital Marketing effort is being led by the right team of people and their skills are
regularly updated.

10.) We have people on the team responsible for content design who are very skilled at it
and create excellent content.

11.) We have staff who are excellent at handling data and analysis associated with our
Digital Marketing efforts.

12.) The contractors and vendors we use are highly skilled in Digital Marketing and always
perform their assignments with excellence, on time and within budget.

DMFH 3: Process

13.) We have representation from a cross-functional team that oversees and follows an
established process to help develop Digital Marketing strategy, set priorities, and review
progress.
14.) Marketing and IT are aligned on the requirements to do Digital Marketing well and
have robust processes in place to execute Digital Marketing effectively.
15.) Our Digital Marketing process (from conception through execution) ensures
repeatable success.
16.) We have a rollout process for launching new digital tools that communicates the
functionality and capabilities being delivered.

DMFH 4: Web (Humalogy)
17.) Information about prospects that comes in from the website is shared with our sales
team.
18.) Customers, prospects and partners ("constituents") can actively kick off business
processes, or make requests that are routed to the appropriate parties via the website.

19.) Activities that are kicked off from the web are fed into and updated in our CRM
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system.

20.) We have the ability to transact business without human involvement via the website.
DMFH 5: Social (Humalogy)

21.) We have a defined set of social tools that we use and we are well trained in leveraging

them.

22.) Our constituents' are able to identify their preferences about what information is

important to them so that we only deliver information that is critical to them.

23.) Our social engagement practices include identifying talent that we may want to hire

and engaging them in online conversation.

24.) Our people are aware of their personal online reputation and proactively manage it.

DMFH 6: Mobile (Humalogy)

25.) Our mobile tools are an extension of our workforce: at appropriate times constituents

are able to access information that eliminates the need for a person-to-person

engagement.

26.) Our workforce would say that their mobile device is an extension of the office and
provides them access to critical information at the point of need.

27.) Users are able to take action through our mobile tools (when they normally would
have to wait) thereby increasing productivity, efficiency and convenience.

28.) When interacting with us, our constituents can switch between devices seamlessly to

access accurate, timely information and complete tasks.

2) Content and Connection (CON)
CON 1: Web

1.) Our website is structured in a way that enables us to determine what visitors might

need and provide them quick access to information they value.
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2.) There are specific journeys through the web property based upon the type of visitor.
3.) Our constituents tell us that our web content is dynamic (changes frequently) and
continually delivers value to them.
4.) Our website clearly explains who we are, what we do, and how we deliver value.
5.) We have a process for regularly reviewing and refreshing content such that our
messaging is always up to date.

CON 2: Social
6.) We create, collect, and curate a wide range of relevant content and deliver it through
social channels to expand our connections.
7.) Our constituents provide meaningful feedback through social channels that help define
our business and engagement direction.
8.) We successfully create social connections with constituents through our website by
attracting them to engage with us socially (by subscribing to our blog, social feeds, etc.).
9.) We proactively monitor activity on our social channels and have an agreed-upon
method for responding to and influencing situations in real time.
10.) We leverage the intelligence we gather to develop content that would be of interest to
our constituents.
11.) We include all digital assets in our SEO efforts to increase the likelihood of reaching all
Constituents during all phases of the search process.

CON 3: Mobile
12.) We develop mobile-only content to create interest in and drive adoption of the mobile
applications we offer or use.
13.) We develop specific and unique applications to enhance convenience for our
constituents as well as our employees.

14.) Our site is designed and optimized to look good when accessed via any type of device.
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15.) Our mobile apps are easy to use and provide functionality that allows our constituents

and employees to achieve their goals using the ingenuity and capabilities of our business.

3) Inbound and Outreach (IOM)
IOM 1: Web

1.) Our website educates our industry on issues they may face, problems they may have,
and potential solutions to address them.
2.) Our web and social efforts work hand in hand to attract conversations with
constituents.
3.) Our website is a selling tool that helps Constituents determine the value of resolving
their problem(s) with one of our solutions.
4.) We have identified keywords that make it easy for people to find us when they're
researching the PROBLEMS we address (SEO).
5.) We have identified keywords that make it easy for constituents to find us when they're
researching the SOLUTIONS we provide (SEO).
6.) We use our web property to deliver web events that attract and engage our
constituents.
7.) We regularly use targeted Pay-Per-Click campaigns (or other SEM techniques) to drive
constituents to our properties.
8.) We effectively combine traditional marketing and advertising techniques with digital
tactics to drive traffic to our web properties.

IOM 2: Social
9.) Without being coerced, our sales force proactively leverages social channels as part of
their regular constituent engagement practices.

10.) We have a strong presence on the digital channels our constituents visit most
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frequently and regularly post valuable content ("digital media assets") as "bait" to attract
engagement.
11.) We are recognized as a relevant source of information on the social channels our
constituents visit most as indicated by our content being frequently shared with others.
12.) We are socially connected with, and leverage, (at least five) of the most important and
relevant influencers in our industry to help drive our brand.
13.) We promote web events, resources, and other digital media assets through social
channels to expand our market and audience.
14.) We use geo-location tools to impact workflow and work effort across our organization
(e.g. to notify our workforce when they are close to a customer or a service location).

IOM 3: Mobile
15.) We promote our mobile capabilities through our web properties and social tools.
16.) Our mobile users consistently give us feedback that they love our app(s) and find using
it (them) to be an enjoyable experience.
17.) Our customers see us as leaders in the industry because our mobile app delivers
capabilities not available from any of our competitors.
18.) We specifically integrate mobile considerations into our SEO strategy and are always
seeking to improve our mobile experience, rankings, and traffic.
19.) We use geo-location tools to impact workflow and work effort across our organization
(e.g. to notify our workforce when they are close to a customer or a service location).
20.) We optimize our mobile Search Engine Marketing campaigns specifically for
Constituents who search by mobile.
21.) We blend our digital efforts with traditional marketing and advertising techniques to

drive people to our mobile properties.
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4) Data and Customer Intelligence (DCI)

DCI 1: Web
1.) Through our website, we collect valuable information about our constituents that
enable us to better serve them, deepen the relationship, and influence their decision to
work with us.
2.) We analyze data collected from our website regularly to uncover meaningful insights
about our website visitors.
3.) Information collected from our website is distributed and acted upon as necessary to
deepen our relationships with constituents.
4.) Information collected on our website influences the content we create and share as
well as the design of our website.

DCI 2: Social
5.) We collect information about our constituents' preferred social channels and
engagement preferences.
6.) We progressively collect bits of information about our constituents as we engage with
them socially.
7.) We actively share information collected socially with internal resources who can then
take action to forward and improve our constituent relationships.

DCI 3: Mobile
8.) Our workforce is able to capture relevant data via mobile devices that adds to our
collective customer intelligence.
9.) Our mobile applications proactively provide intelligence that deepens our
conversations and improves our ability to enrich the value of our engagements.

10.) Our mobile applications provide a channel to build constituent loyalty.
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5) Digital Marketing Measurements and Analytics (DMMA)
DMMA 1: Web

1.) We have clearly established goals and use dashboard reports to continuously monitor
website performance and other important related metrics.

2.) We regularly compare our website ranking statistics against those of our competitors.
3.) We regularly evaluate click-through (and other relevant) measures and test to find the
most effective tactics.

4.) We track and monitor how people connect with us via the web and make regular
adjustments based on what we learn.

5.) We have a defined set of measurement processes, tools, and analytics that we regularly
use to track performance.

DMMA 2: Social

6.) Our company uses social tools to monitor the brand and actively engages in
one-on-one conversations to properly manage the online reputation.

7.) We use a variety of measures (e.g., sentiment, experiential, and engagement analysis)
to evaluate the effectiveness of our social engagement tactics.

8.) We regularly report on the insights we uncover based on the analysis of the data we
collect socially.

9.) As part of our hiring practices, we consider the social connectedness of prospective
new hires.

DMMA 3: Mobile

10.) We have been successful using mobile enabled tools to improve productivity and lower
costs.
11.) We track downloads and actively monitor feedback on the usability of our mobile

assets.
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12.) We are constantly monitoring constituent feedback on our mobile applications to

improve the overall functionality they provide.
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